Sales, Business and Life expound the values of having a senior person guide a newcomer's development, the idea of mentoring isn't new. The first documented example of mentoring dates back to the ancient Greeks when King Odysseus asked
Mentor to guide the growth of his son Telemachus. What is new, however, are the recent and sweeping changes that have shaken long-held beliefs about careers and organizational life, necessitating a shift in thinking about the process of mentoring.5 Turbulent times, as evidenced by undervalued stock options, court cases questioning corporate ethics, and rising unemployment rates, are causing professionals to rethink their career strategies. The career, once synonymous with a well-defined ladder and advancement in one or two paternalistic organizations, has become boundaryless, with individuals continually updating and remarketing their skills and changing jobs on an average of every four and one-half years. 6 While much recent research has focused on how individuals survive and navigate this boundaryless career landscape, most of these writings have been more descriptive than prescriptive. The purpose of this article is to provide specific recommendations on how executives can build and utilize a network of mentors to aid in the development of the competencies needed for career success and satisfaction in these turbulent times. We begin by exploring the role of mentor networks-what they are, and why they are important-and reinforce this discussion with excerpts from our interviews with 15 executives. Next, we discuss intelligent careers and the different types of knowledge that mentors can assist executives in gaining. Finally, we discuss the intelligent network and offer strategies for building a diverse network of mentors to facilitate knowledge acquisition and career success.
Multiple Mentors for Turbulent Times
One mentor is not enough. You have to rely on a number of mentors to allow you to see values in action, to develop business acumen and product knowledge. If you choose to rely on one mentor, that mentor had better know everything. Otherwise you will end up with their bad habits along with the good. From my mentors, I learned concepts that work across boundaries. These ideas apply to me in all aspects of my life. Of course, I had some mentors that taught me values that didn't work, which taught me that if you choose the wrong mentor, you might derail.
-Bill Radiger, President, Karma Media, LLC When asked to identify mentors, we often think of one outstanding, caring individual who provided career guidance and support. People typically describe their mentors as someone older, more experienced, and higher in organizational or professional rank. Traditionally, a mentor recognizes a proteg6's potential and offers to take the novice "under his/her wing" for instruction and protection. This relationship benefits the prot6g6 with updated skills and knowledge while at the same time providing synergy and new ideas to the mentor. In many professions, such as academia, medicine, and the skilled crafts, the mentor/protege relationship is part of the learning process. The apprentice works side by side with the master, getting hands-on instruction for an extended period of time.
This traditional mentoring model-a stable, long-term master-apprentice relationship-may no longer be viable. Forces such as rapidly changing technology, shifting organizational structures, and global marketplace dynamics have transformed mentoring into a process that by necessity extends beyond the services of a single mentor. As knowledge continuously changes and evolves, it becomes difficult if not impossible for individuals-or individual mentors-to possess all the requisite knowledge within themselves. Having multiple mentors facilitates the building of knowledge in the people who then become the primary assets and sources of competitive advantage to the firm.7
Forces such as rapidly changing technology, shifting organizational structures, and global marketplace dynamics have transformed mentoring into a process that by necessity extends beyond the services of a single mentor.
One workforce change necessitating multiple mentors is the proliferation of boundaryless work practices. Ceridian Group reported that 90 per cent of firms use boundaryless work arrangements including telecommuting (i.e., completing all or most of one's work from a home office), flexible scheduling, and project work.8 Furthermore, the International Telework Association and Council reports that in 1999, nearly 20 million workers telecommuted,9 and that number is expected to increase to 137 million in 2003.10 Organizations imiplementing teleworking arrangements are realizing significant gains through reduced real estate expenses, increased productivity, increased access to global markets, reduced pollution, and greater ability to attract and retain high-quality workers.'" However, this technology-facilitated, boundaryless working arrangement presents a unique set of challenges to executives and managers whose experience is limited to traditional office environments. Today's managers are challenged to establish organizational and individual goals, provide performance feedback, and lead culturally and geographically diverse teams and meetings, while simultaneously maintaining a positive work climate and tracking productivity, quality, costs, and adherence to regulations with minimal if any faceto-face interaction.'2 These skills were likely not part of managers' formal education; thus, they would benefit from associating with mentors who have the technological and managerial expertise to succeed in a boundaryless venue.
Another reason for creating a multiple mentor network involves the dramatic shifts in organizational structures and the concurrent shift in job mobility over the last 25 years. Organizational downsizing, mergers and acquisitions, global competition, and the growth of small entrepreneurial startups have altered the "company man" ideal of stability and upward mobility. Today, people have careers characterized by flexibility, project work across multiple firms, and an emphasis on learning rather than promotions and salary increases.'3 Managers change jobs, industries, and even careers, as they seek to maintain or improve their standard of living while developing new, more marketable skills. In such an environment where change is the norm and continuous knowledge acquisition is critical, the traditional single mentorprotege model is being replaced by the guidance and assistance of a diverse cadre of mentors. '4 Today, people have careers characterized by flexibility, project work across multiple firms, and an emphasis on learning rather than promotions and salary increases.
However, the demand for mentors is likely to outpace the supply. Because organizational downsizing and delayering have amplified workload pressures on the dwindling supply of mid-and upper-level managers, these potential mentors may lack the ability or desire to provide the time and attention needed to build a quality mentoring relationship with junior employees. These countervailing forces-need for continuously updating skills and reduced supply of mentors-require to- The changing composition of employees and the work they do creates two challenges necessitating a new type of mentor guidance: how to deal with employees' diverse employment expectations and how to balance one's own work and family roles and responsibilities. As these phenomena are fairly recent, it is likely that minimal guidance is available through human resource or other formalized functions. A mentor who has successfully addressed these challenges can provide valuable knowledge and support for today's executive.
The expected mass global migration of workers suggests increasingly diverse work populations who face challenges emanating from minority status. However, the limited supply of minorities in high-level positions requires that proteg6s seek the services of multiple mentors to provide the needed advice and support. To find these multiple mentors, a protege must search beyond organizational and geographic boundaries non-face- Mentoring has become an effective means for coping with organizational change.
To better understand how mentor networks are successfully developed and applied, we conducted in-depth interviews with fifteen successful executives. These executives mirror the gender mix in upper-management ranks (twelve men, three women) and represent diverse industries (e.g., healthcare, media, food) and upper-level job positions (e.g., president, CEO, division manager). (See the Appendix for more details about the methodology.) From these fifteen interviews, convergent themes emerged which form the basis of this article. We use the intelligent-career framework and the interview themes to suggest specific strategies for employing mentor networks to enhance three career competencies, specified below.
Intelligent Careers
I had female mentors, the few women who had gone before me. These women taught me what it took to be a female in a man's world. One woman, the first female pilot in the Navy, helped me understand that I just had to prove myself. She gave me practical, hard-hitting facts. I had men who showed me how to navigate through the political arena of Navy pilots. A master chief with 23 years of experience taught me how to gain the respect of an all-male crew. I needed his perspective and his experience to be successful in leading troops of soldiers. I had people who taught me how to act, others who taught me who to know. Each of these mentors allowed me to be successful in a world where women had not had much of an opportunity to succeed before.
- Terri Scandura and Ethlyn Williams, noted mentoring researchers, provide a detailed conceptualization of how one type of mentor, the leader, can assist in the development of his/her subordinates' intelligent careers amidst increasing interorganizational mobility. They suggest that leaders serve as mentors by providing vocational support for knowing how, psychological support for knowing whom, and role modeling for knowing why.26 By providing protection, challenging assignments, and visibility, leaders help prot6ges enhance selfefficacy and promotability, and thus their knowing-how competency. Leaders provide counseling, encouragement, and emotional support to facilitate the building of networks and the enhancement of knowing-whom competencies. Through their example, leaders help prot6ges learn, understand, and internalize the organization's culture, thereby engaging the knowing-why competency.
By providing protection, challenging assignments, and visibility, leaders help proteges enhance self-efficacy and promotability.
Two authors of this article, Suzanne de Janasz and Sherry Sullivan, have applied the intelligentcareer concept to examine how professors must go beyond the traditional dissertation advisor/mentor apprenticeship model and build a portfolio of mentor relationships to enhance career progression and satisfaction.27 By mapping the knowing competencies across the professorial ranks (e.g., doctoral student, assistant, associate, full professor), they provide a framework for guiding professors in the construction of a network of developmental relationships. They suggest that professors who recognize the need for an intelligent career will actively seek out relationships to help them develop the three knowing competencies.
Developing these different career competencies makes relying on different types of mentoring relationships essential. Drawing on the ideas of the intelligent career, we examine how the career competencies of knowing why, how, and whom interact with learning demands to produce the need for different types of mentoring. Having an extensive network of contacts also makes the individual more valuable to organizations. Mentoring is all about learning-for both the protege and the mentor. As experiences and knowledge are gained and professional goals shift, a mentor network must also change. With passing time and changing needs, the frequency and intensity of interactions may alter, and members may enter and leave the network based on shifting goals and demands. Whether the employee is starting out in a new position or considering a shift in current career status, the network must be reviewed to determine if additional assistance is needed. Even after you have mastered the job, think ahead to your next career move in determining whether your current network is adequate. As networks evolve, they should be continuously monitored and updatedadvice that is reinforced by Bob Donaldson, managing partner of Wasatch Mountain Adventure Consultants.
Knowing
I advise my executive clients to stay connected. As these executives develop more focused careers, higher income expectations, and fewer attractive job opportunities, it is critical to have a growing network of professional connections. It is these connections that will provide future job opportunities.
Develop Diverse, Synergistic Connections.
In the same way that work teams realize benefits such as increased creativity, innovation, and effectiveness from the synergistic combination of multiple, diverse perspectives,59 individuals should be able to reach their greatest potential through interaction with multiple, diverse mentors. The unique combination of the guidance, information, and support of this diverse team of developers can exceed the sum of its parts, enabling proteges to expand their competencies.
Organizational or geographic boundaries should not preclude developing a diverse set of mentors. 
Lessons Learned
Throughout my career, the mentors that I have had are very different. What was the same across all of them is that in each relationship there was mutual respect. I've had numerous mentors, and I've been a mentor. It seems that there are people out there with sharp, strategic minds who can take what they learn and apply it. It's intangible, but these people have a knowledge base, they carry themselves with self-confidence, and they know lots of people. These are the people who can make sure that mentees will continue to evolve and grow.
-Mike Dougherty, Vice President of Sales and Marketing, Cookietree Bakery Just as the leaders of democratic nations rely on a group of advisors to make decisions about govemmental issues, individuals also need a portfolio of trustworthy mentors to provide insights and help them make decisions about complex and changing issues. This article has emphasized the desirability of professionals developing a cadre of multiple mentors to support their career development. These mentors can assist professionals in knowing the why, how, and whom in developing intelligent networks for future opportunities. Dick Graham, CEO of Augusta Medical Center, explained why building a network of multiple mentors is so important:
The higher you rise in an organization [by whatever means], the more the skill set changes. At some point you climb beyond some imaginary clouds that keep you from recalling and exercising the skills that got you to that level in the first place. Many of these skills are no less necessary at the top than during the climb. So high perch dwellers need to find young mentors still making the climb and learn or relearn from them. You can always find bright young executives who are far better than you were on your best day and be humbled in knowing that about half of your perch came to you by sheer luck... and humility is also a mentorable attribute.
As can be seen from the comments of high-level executives, we are never too old or too experienced to have mentors in our lives. We all have something to learn. In the same way that organizations seek partnerships in an effort to capitalize on collaborative strengths, so can individuals at any level of an organization or any stage in their careers form facilitative mentor relationships. Arie deGeus, former coordinator of group planning of Royal Dutch/Shell, notes that "the ability to learn may be the only sustainable competitive advantage."66 For an individual, this learning comes most directly from mentor relationships. To that end, we have outlined five specific strategies for identifying, managing, and nurturing these mentor relationships. We think that these strategies should aid in developing effective relationships and intelligent networks that will promote success and satisfaction in these complex and changing times.
Based on the response to the initial question, the interview followed the logic flow of the interviewee's statements in an effort to understand the aspects of career networks which contributed to the interviewee's success. The reflexive interview technique allowed the interviewer to consider the interviewee's responses from a variety of angles, thereby allowing greater exploration of the topic. Moreover, the nature of the reflexive interview allowed the interviewees to clarify and explain their statements in an effort to ensure that the researcher understood the point they were making.68
Next, we integrated the reflexive approach with a narrative-analysis strategy to synthesize the interview data. Following this method's protocols, we considered the stories told by the interviewee in light of the topic being studied as well as the individual's life experiences. Content analysis of these narratives yielded several mentoring-related themes.
A recent study of developmental relationships among women demonstrates that individuals often did not recognize the significant contribution of these friendships to their professional and personal lives until they narrated their experiences for the researcher.69 Although the initial interview question did not use the term "mentoring" or suggest that there would be more than one individual who served in the mentor capacity, each interviewee identified several individuals who served in a developmental role.
We used a target-sample approach to select our executives, focusing on individuals with rich career experiences in diverse industries. We stopped adding to our sample when the stories told became redundant. All fifteen individuals granted permission to quote them in this article, and we are in- About 90 per cent of all formal mentoring programs fail. Therefore, individuals must take the initiative to create their own mentoring opportunities.
When an employer does not offer a formal mentoring program, or one that meets their individual needs, astute employees will find other ways to gain the knowledge, skills, insight, savvy, and focus that will take them to the next level of personal and professional success. Individuals might identify someone internally who currently holds a position or job that is a future rung on their career ladder. They might ask someone externally who can lend an outside perspective. Or they might ask someone who can introduce them to the right person to be a mentor. They could join a group outside the organization such as The Executive Committee International (TEC International), which provides a forum for CEOs and other executives to discuss the issues they face in both their personal and professional lives. Employees may also hire a coach. The field of executive and personal coaching has been around for more than a decade. Thomas Leonard, credited with starting the profession, established Coach U in 1989, which has trained 8,000 coaches.
In 
